The present study addresses the absence of strategic management and efficient coordination of activities, which currently is a common scenario for Brazilian agricultural cooperatives. If the cooperation enforces these elements, it results in capitalization for the cooperative and valuation of any Brazilian agricultural commodity for export. This study intends to present a strategy for product valuation employed by one of the main Brazilian coffee cooperatives in order to stand out among the national and international environment of coffee commercialization. Additionally, the process of strategic reorganization of the internal structure of the cooperative over time revealed that the cooperative adopted actions aimed at internationalization, which places our research object under theories of organization and Business History as a source of interpretation of this reading.
Introduction
Historically, Brazil has been known for its capacity to produce and export commodities. There may be a certain comfort -in the sense of stagnation -of the country within this profile.
up into several specific assumptions and the consolidation of organizations is one of them.
Regarding agricultural cooperatives, this consolidation is accompanied by evidenced fragilities in the relationships between cooperatives and cooperated members 4 . Thus, in order to deal with these assumptions and prevail, these organizations had to unveil adaptability and flexibility strategies 5 through time.
Consolidation of organizations.
The corporations operating in all stages of agroindustrial systems, as in other sectors of the economy, faced a marked process of consolidation. The trend does not differ from that observed in other sectors, and it affects each segment of agricultural-based systems. According to Sikuta and Cook (2001) , both the consolidation and the growth of coordination throughout the agrifood sector are rapidly reshaping the role of agricultural cooperative organizations. The increase in concentration, both upstream and downstream, widens the spectrum of the cooperative's traditional role in counterbalancing market power. Cooperative organizations present an advantage when faced with the increasing demands of coordination from the players in the whole agrifood system. In Brazil public policies encouraging the creation of global corporations in specific sectors have emerged, such as the animal protein area 6 . The consolidation of large groups that specialize in production can also be observed in the agricultural input industry and the processing industry, in addition to the transportation and logistics sector, and agricultural production activity.
The adequacy of agricultural-based systems depended on the existence of economies of scale to be exploited. The trend does not mean that smaller organizations have not emerged, nor that they are not structured. For example, the expansion of the grain and pork scale exploitation reflects the search for a potential cost reduction in the production process. The same is not as evident in other agricultural systems such as fruit and vegetables farming. The impact on the concentration of industrial sectors is remarkably evident, especially on suppliers of inputs targeting plant and animal health markets, and on the processing of primary products, which can exploit the scale gains present in the R&D and distribution stages. Although agriculture presents scale gains in some cases, it is also increasingly exposed to the concentration results in the input and processing industries, which suggests the relevance of collective organizations, cooperatives, and other associative forms as a mechanism of market equilibrium.
Studies performed by Hendrikse and Oijen (2004) point out that the incorporation of the variable "governance structure" in diversification research seems to be a fruitful direction for future research. The initial impression is that cooperatives diversify more in unrelated activities than in related activities, different from other types of organizations. The problem of horizon 7 , or long-term investment, is related to diversification.
The relationship between the cooperative and the cooperative member.
Cooperative members play the role of both users and owners of the cooperative. The contractual forms found between associates and cooperatives are rather tenuous; in addition to the free entry and exit of the members (Bialoskorski Neto 2003), the associate is able to transact his product with other companies, incurring in infidelity with the cooperative. While in a capital company, the right of decision taken by the shareholders depends on the number of shares each of them holds, while in the cooperative everyone has the right to one vote, respecting the principle of equality. Additionally, the "leftovers" of the current year fit in with each "associate", while in the capital companies, the "profits" of the entrepreneurial activity are attributed to each "owner" or "investor" (Bialoskorski Neto 2003) .
Looking at the future of agricultural cooperatives, Hendrikse and Veerman (2003) understand that needs change over time, and market needs are very difficult to implement because the individual interests of members are dominant in relation to the needs of the cooperative. Many cooperated members may be accustomed to relatively stable situations, while changes may affect both their situation and the cooperative. This raised the problem of how to meet the interests of the cooperative in the long term and the interests of the members of the cooperative in the short term. Sykuta and Cook (2001) list five main property rights issues that emerge from the relationship between the cooperative member and the cooperative: the "free rider" problem, the horizon problem, the portfolio problem, the control problem, and the problem of the costs of influence.
The "free rider" problem occurs when gains from cooperative actions can be accessed by people who did not invest in these gains, such as recent associated members or non-cooperatives members (Sykuta and Cook 2001) . The horizon problem is related to the cooperative members' rejection to long-term investments, since the strategies require in the immobilization of capital to be frozen for long periods of time (Zylbersztajn 2002 ).
The portfolio problem stems from the horizon problem, due to the preference of short-term investments to the detriment of long-term investments, which incurs in more risk. The investment portfolio of cooperatives does not necessarily reflect the interest of all members, but they cannot withdraw nor reallocate their investments -also regarding specific assets (Zylbersztajn 2002; Sykuta and Cook 2001) . The control problem, in turn, reflects the fact that control and strategic decision are in the scope of the same member in the cooperative, occasionally resulting in inefficient management. The gains could be obtained by separating ownership and control (Zylbersztajn 2002) .
Finally, the problem of influence costs refers to decisions that affect distribution among members. The costs are greater when there is a wide range of interests among group members, but the potential gains also increase. Additionally, it is caused by the influence of those who hold executive positions disputed by the members of the cooperative and by the nonparticipation of the cooperative in the assemblies and commissions. (Sykuta and Cook 2001; Zylbersztajn 2002.) .
Regarding the relations between the cooperative and the cooperative as contractual relations, the cooperative may make investments through the promise of product delivery by the cooperative member. In turn, they may either break the agreement (or contract) by negotiating their product with another organization or remain faithful to the cooperative via incentives. Zylbersztajn (2002) suggests that these incentives may be penalties associated with breach of contract, in addition to other formal and informal mechanisms that can be complemented in order to encourage the loyalty of the cooperative member to the cooperative. 
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Adaptability and flexibility through time: plasticity.
Adaptation can be considered a central problem for economic organizations. This is a view shared by authors such as Barnard (1938) and Hayek (1945) . Williamson (2008) argues:
Which transaction costs are the more important? Interestingly, the economist Friedrich Hayek (1945) and the organization theorist Chester Barnard (1938) were in agreement that adaptation was the central problem of economic organization, albeit with differences. Hayek focused on the adaptations of autonomous economic actors who adjusted spontaneously to changes in the market, mainly as signaled by changes in relative prices. The marvel of the market thus resides in 'how little the individual participants need to know to be able to take the right action' (Hayek 1945, 526-527) . By contrast, Barnard featured coordinated adaptation among economic actors working through administration.
In addition, Williamson (2008) further points out that Chester Barnard's work as highlighted aspects of hierarchy that go beyond the presence of formal organizations, including those informal and spontaneous. The author specified that these formal organizations carry out coordinated adaptions of the 'conscious', 'deliberate, 'purposeful' type. Barnard (1938) elaborates on the relationship between hierarchy and formal organizations claiming that one does not exist without the other. Hayek (1945) demonstrates in his study that rapid adaptation to change may be a solution, and this adaptation is grounded in knowledge developed throughout the system and available to all individuals who belong to it.
Even in agricultural contracts the idea of adaptation is present: "The historical evolution of contracts shows the adaptation of their design for the purpose of the economy of the transaction costs" (Zylbersztajn and Nadalini 2007) . Zylbersztajn (1996) argues that if disturbances can be anticipated, contracts may be designed with provisions for adaptive actions. This is because both technological changes -which affect the levels of asset specificity and/or uncertainty in the transaction -and changes in the institutional environment can affect the conditions under compelling to the originating companies and the corporations producing agricultural inputs, because they can solve the problem of horizontal coordination of individual suppliers by efficiently coordinating a large number of contracts, thus reducing sales costs to producers of inputs and acquisition costs to exporting companies.
Internationalization, seen as a strategy, may take the shape of different partnerships arrangements and associations, depending on the difficulty degree of entry into the target markets. The barriers found are present both in access to capital and access to markets, as well as in the complexity of the legal and economic environment. Agricultural-based systems do not only connect processors and distributors of food, fiber, and energy on a global scale, but they also improve organizations that have expanded to outside their countries of origin. Thus, these systems are no longer associated with particular countries, but they are seen as part of complex contractual mechanisms, which involve actors -present in different regions throughout the world -who interact among themselves in order to generate value.
Food processing companies have specialized in supply chain mechanisms in order to guarantee the supply of raw materials in both the quality and quantity that is desired by the markets they serve. Under this scenario, some cooperatives have achieved their insertions in stable channels, forging long-term partnerships in specific markets 8 . As a natural consequence of its success in the international sector, some strategies, previously practically ignored, began to gain relevance, among them, quality control and food safety, which are concerned with international consumer trends and the problems associated with protectionism tariff or especially non-tariff. Aspects of market regulation have become part of the agenda of organizations interested in participating in foreign markets in a period of protectionist growth, as characterized by the late 1990s and early 2000s (Zylbersztajn 2002, our translation) .
In most countries, cooperatives are legally restricted to national operation. Inter-cooperation can reduce the costs of transaction for the system, increase market power, or even add more value to the participants (CECHIN, 2014). Zylbersztajn (2002) 
Methodology of the research
The present research, performed under a qualitative approach, is based on a case study of a Brazilian coffee cooperative. The analysis is present in two parts, each focusing on one of the two steps followed to collect database.
The first step, a secondary data collection, was performed in order to understand the path of the cooperative over time. The two case studies done in the past with the cooperative were consulted: one from 1997 9 , which portrays the moments that preceded the creation of the cooperative, and the other from 2016 10 , which explores the theme of the country of origin labeling of the "Cerrado coffee". Also, data from the website of the cooperative were consulted 11 .
The second step was an action research. In 2012, we were invited by the cooperative to develop a consulting project in order to organize the strategic planning actions for the next four years.
During this visit, we noticed that throughout the last 20 years, the cooperative presented organizational and management challenges, in addition to problems that resemble those from the 1997 scenario. The cooperative was advised to undertake our strategic planning. Then, in 2016, we returned to the cooperative and noticed that some internal restructuring was made according to the past strategic plan devised by the authors, but the organization still presented difficulties in several areas. The researchers accompanied the work at the departments of the cooperative for about one year -from March 2016 to March 2017 -in order to identify fragilities and to propose solutions to reorganize internal structure. After the problems were identified, data were analyzed, and a new plan to address the problems was developed and implemented. In March 2017, a new strategic four-year plan for was conceived and presented at a meeting held from February 17 to 19, 2017, in the city of Araxá, in Minas Gerais state. This meeting was attended by about 100 participants, and among them were cooperative employees, cooperative members, commercial partners and representatives of the Cerrado Coffee Growers
Federation.
The following sections will present the main results achieved in this two-steps research. 
Strategies Through Time: The Cerrado Coffee and the Expocaccer case study -First step of field research -secondary data collection
In the scenario previously described in the introduction section, the cooperative, that is, the object of this study, is inside an undifferentiated market of Brazilian commodities. The
Expocaccer Cooperative is based in the Cerrado region, which is located on the Midwest region of the Minas Gerais state in Brazil. This region, which is comprised of 55 municipalities, accounts for 12.7% of Brazilian coffee production. The production area is of around 210,000
hectares, employs 4,500 farmers and has an average annual production of 5 million bags of coffee 12 .
In 1992, an innovative model of organization emerged in the Cerrado region: the Council of
Associations of Cerrado Coffee Growers (CACCER). Until the 1970s, the region was only
known for the production of beef cattle. CACCER arose with the common objective of valuing the quality of the coffee produced in the region. (Saes and Jayo 1997) . In this way, CACCER became an articulator of strategic and marketing actions, as well as a reference in the technical and commercial advisory to the coffee producers in the Cerrado.
The history of the Expocaccer Cooperative, which will be further referenced in this article, is described in its first case study, performed in 1997 13 . Throughout its history, CACCER has encountered a lack of tradition and legislation over the protection and control of origin labeling in Brazil, in addition to the scarce financing sources for producers. Between 1990 and 1994, international coffee prices considerably declined to prices that averaged below production costs. In the city of Patrocínio (MG) in August 1992, the paid amount to the producer reached the mark of U$44.90 per bag, while the cost of production in Minas was around U$70.50 per (Saes and Jayo 1997) .
The "Denomination of Origin" label
In Therefore, the actions established in order to solve these problems were: (i) to simplify the information system and optimize its use; (ii) to improve the information capture process; (iii) to structure the human resources department; (iv) to implement a cooperative training program;
(v) to prepare an action plan for the harvest; (vi) to create a profit sharing plan; (vii) to promote cooperative education; and (viii) to follow-up the budget process.
The aforementioned actions were put into practice and, in 2016, when we returned to the cooperative, the scenario was already different. The cooperative was more structured, but it still needed the support of the Coffee Federation for the use of the original label of the "Cerrado coffee". Finally, five main areas were highlighted in order to expose arguments for internationalization processes and to identify required demands of the cooperative to be successful on it: (1) loyalty of the cooperative members; (2) competition; (3) business model; (4) the internal environment; (5) the role of Expocaccer in the Cerrado Coffee Growers Federation:
Loyalty of the cooperative members
In order to deal with an internationalization process, Expocaccer demonstrates strength in this area, ensuring the loyalty of the cooperative member, which in turn guarantees the delivery of the coffee to the customers. Some highlights are: solid storage and processing structure, secure transportation, customer portfolio, trained employees, and credible business partnerships.
However, it is still necessary to reinforce to the cooperated member the perception of the advantages of being part of the DO system and the importance of the label.
Competition
The entry of new coffee cooperatives, or even traditional coffee cooperatives that operate in the same region as Expocaccer, which often offer better benefits to producers, are a threat to 
Business model
The consolidation of the business model of the cooperative leads it to act on several fronts with the producers. The focus of the cooperative should not be to act as a coffee brokerage, but rather as a trader and export organization, as well as a procurer of market niches, and possibly focus on the specialty coffee markets. However, it is possible to reach different markets by relying on the diversity of the coffee. It is important to be concerned about the succession of producers on farms.
The internal environment
After structural changes in the cooperative, its internal environment becomes prepared for internationalization, since the internal climate is reflected in the commitment of the team of collaborators, and in the quality of service delivered to the cooperative members and clients.
The cooperative must maintain efficiency in the transit of internal information and the updated means of communication.
The role of Expocaccer in the Cerrado Coffee Growers Federation
Expocaccer plays a prominent role with the Cerrado Coffee Growers Federation. Due to its importance, the cooperative must assume the role of commercial leader of the region for coffee To continue its activities, Expocaccer established a new strategic planning named "Expocaccer towards 2020". The monitoring of the actions of a cooperative must be continuous, as in a traditional company, and the actions must be established in periodical plans so that the demands can be fulfilled.
Conclusions
The internationalization of Brazilian cooperatives is, undoubtedly, an attractive strategy for these organizations because it promotes access (and investment) to foreign markets. In turn internationalized, makes investments abroad, and manages to circumvent protectionist policies (Zylbersztajn 2016) . In the case of the Expocaccer cooperative, it can be considered that the cooperative advances its actions toward compliance with the proposal in the second stage of the internationalization process.
Since the cooperative has been successfully fulfilling the export task, seeking to adapt itself to the demands of the foreign market, the dedication to the use of the brand "Café do Cerrado" is a strength with a unique aspect in the market, aiming to differentiate and add value to the coffee commodity. However, some points still need to be addressed. The establishment of partnerships and alliances is one of them. Additionally, the challenge of carry-on environmental sustainability, such as compliance with international environmental and phytosanitary -and, in some cases, animal health -standards, as well as the ethical and social values of these importing countries (Cechin 2014) , are challenges to be overcome by all Brazilian cooperatives that aim to internationalize. National and international inter-cooperation is also a less explored step by
Brazilian cooperatives, and it may be an instrument to increase the possibilities and capacities of these cooperatives in the foreign market.
Particularly in the case of Cerrado coffee, it is still a challenge for the cooperative to consolidate the importance of being part of the system "Denomination of Origin of coffee from the Cerrado of Minas Gerais" in the perception of the producer. This paper sought to emphasize the changing actions in the organization -or adoption of internal strategies -of the cooperative, considering the internationalization phase in which it is inserted. Thus, we explore the external (and state) guarantees to do so. In cases where such relations are supported by public policies and a strong institutional environment, it is inferred that cooperatives will be more prosperous in the process of internationalization, and to guarantee this support may be the greatest challenge for the advancement of Brazilian agribusiness.
